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e

During the last six months we heve under your direction
made &n examinatiqn of the general departmental organisation of the

ey WM D v o S

State of Marylend with especial reference to adnministretive prodlems
lnd policies, e now submdt in this report a statement of our findings,
oonclusions, znd reccrmendations with particular erphasis on those sub-
| Jeets thot scenm to us to be of the greatest importance in comnectiom
“ with the progran of improvement end econay that you have undertaken.
The report will be found in five parts - art I, bound
herewith. being in the nature of & genersl summary of econclusions fi:st,
“ to the nceds of the state organization es a whole end second, as to
«mm larger questicn: of state polic'y closely related to problems of
tration, Stated conc:lsely, these conclusions are that & com -
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hensive reorgenization of the generz) administretivs macioines of iz
state 1s needsd; that an accumpanylas pevialon of $hw orponlestleon and
progedure relating to the kandling of Zinanclal and sceoounttin: aflnirs
should elso be drought avoub; tiont as fsr ss the depsrtrenis Llwenselyzs
are ccncernsd trey ere now opereting et a falr stenderd of efliclovey,
end that no generel recommendations can ke made as to their reqiirerments.
™he repert, hawever, conteins & complete detaliled reuori on emel =2zency.
Fart II of the report presents in detsll a nlen of admine
{strative comaclidation that will Dyings together Liw nany Lnxderendent
stote ageancles inte a suall group of majodr depertuments, escn wnier e
directorsiip of an spreintee of the Soremeoer. fhe sdoptiom of this plan

w11 cremastionehin woeide core affeetive contre) gxecuilve contrel and

-
$2

oo Pame 3Troniladses amgd egornonyy in orconiocsion and prooesdipe

The ¢hird section ¢f the report desls wit' protlemsa of
fise0) administration end of secaumting end awditing procedure, It orings
out the comfused situation resultinz from the fllozicenl dlstribution of
fuanctions asnd responsibilitiss among the finamoisl officers of the state
md offers sugresticns for 2 recrrongement thet will meet the require- )
mente of sential finareinl eontrel.

Part IV contains e series of Munit studies® of the various
doparinents, institutions, commissions, doards, end other egencies of the
Btate. Foch section tekea up nn individusl exlsting statc sgency exd, in
addition to certain deseriptive matter as %o fanctions, orgunizrtion, and
axdanditures, discusses oxisting conditions and meihods of procedure in

by

Hore or less detail, all withk the idee of presentiag o zeuersl sporeisal

Of the efficiency of the unit and ar opiniom of the op ortunities for ime
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| provement. As Fxhibit I susnortin- the descriztive matter in part II, &

complete and detailed set of orgenizetion cherta hkaos been nrencred showe
ing in zrophic form the internel structure of every branch of tho state
government, the relaticnsiips of the various sub-divislons, erd the posi-
ticn ol each employs In the stote sorvice. ¢

Part V deals exclusively with the probiem of office space
required by the state in the City of teltimore and waye and mesns of se-
ecuring such: space at the lesst expense, It bngs out the advaninzes of
& central atate office uildin~ im Inlsttears,

It should be mede clear that the obleoctives sought in t-is
study require that the report should deal with the larger problems of
state administration and with the more fundamental needs rether than with

’ - mdnor inefficiencies in some of the branciws of the govermmrent, Thepe

defects or shorteomings in the administrative metrods of stote officers
or agencles are referred i¢ they are usually put forward es exemples of
the inevitable result of the faulty administretive structure of the state
goverment &8 a whole, - in other words, as the results of treditional
but unwise practices rather than of delinquencies of the present persone
nel, Tl comstiuctive ratner tuen the mei=razing attitude hes been
Iehgube  ine suggestions mede in the departmentel discussions in Part IV
bave been tut forward with the ides thet they wauld be helpful us {ndi-
6ating the direction in which improvement misht be sought, and as furme
isbing a basts for further investigations into the opportunities for such
improvenment,

In the course of the conferences s examinations, and ine-
SPeetions and 1n commection with t:o rogupsis tiat were mede for deota,
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| ¢ne f£illing out of questionnaires, snd the supplying of statisticel in-

, fopmatiom, loc atilitude o state ollizers and erployea vere Jound to be

ﬂnu@ml:f fx‘ieml‘?’ help:ul f 3 ﬂn»- & 1:‘.:‘}:"2-‘ ~3‘:':'LZ. K \:’1‘,1 ;:{O ':5:': ': i?:": "’;:, ..’Y: {\f*:-‘ 4; T .

tcrﬁy be looked upon as & cooperntive product. This doos not in any way

mean that the recormendations contained in this report represent anyone's

econclusions or oninlons aveent our own. Ther hava $'n volhs $h-4 comen

fron an impertial cutside point of view. It is to be expected =nd hoped,

however, that marny of the opinions expressed and many of the susgresticns
offered will correspond closely to the idess of gtate cfficera'who have
given mich conalderetion to the sanec problems.

It w111 be noted tet 2 mumber of the proposals for admine
istrotive and financiel reorganicstion cemmot de put into affect without
anendent of the Conatituticn. e kove not fele that this faet should
be eny reason for withholding the surcestions or for delerin: action on
those parts of the prosram that cen be carried into effect through leclia-
lative actian. On the other hand, the proposals have been restricted to
subjecta involved in the sdministrative organization of the stste. FProb-
lems relating to elections, the corposition of the Ceneral issembly, and
relations betwaen the legislative and the executive branches have not
been gone inte. These sro subjects, however, thet bave sn important
bearing on the problems of efficlency and economy in the state covern-
mert, and we deaire to 20 on record as favofing measures toat will keep
down the cost of elections, thet will shorten the bnllot, thot @4ll sim-
PMfy the legislative procedure, and that will brins the work of the
legislature into closer relntionsrip with the work of the adrinistretive

~ brenches. There 1s no doubt in our minds but that in the nesr future




one after another of the states of the Unicn will see toe aewld i re-
cent proposals for a unicaners) sasembly, and for slving merbers of the

esbinet seals, if not votes, in the legislatlve assexbly wlore tiaey may

explsin adrinistrative mecsurss and account for thelr emeccutive policles

and acts.

rours faithfully, ¢
’}RIFFME}I £ S330CIATES, Ltd.
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UL STATIT DY OF PINDINGS ANDT RECOITIIUD TICHS

furpose and foint-of-View of the Surwvey:

The State Covernment Viewed as & Susiness nterprise:

In »ling & eriticel study and sppraisal of the executive branch o the
state sovernment and in developing the recorrmendations to be found in
this report, on effort has been made to ley especial emphasis on the or-
rentization ond operatin- procedure from the point of view of nodern bus-
ines3s sdsdniastretion. The underlying eim and purpose of the survey hos
been to ascertain the opportunities for s more business-like conduct of
governmentol affairs. At the semo tims the problema of popular govern-
ment, the fundsmentals of political science, and the differences between
the comereial and the pudlic service have not been lost sight of.

A word with regard to the sssential likeness between e
public sody and 8 privately-controiled business cnterprise will ve to
the point. It 1s true that private business is subject to competition
and cperntes under a profit-meking incentive end the stste or ocity i=
not supposed to be engaged in competition snd its objective is service
Fatber than profits. These differences have more to do with objectives
(th-n with methods snd have prectisally no bearing on the preblem of ed-

‘minlstrative efficiency snd econcny. & state i3 under a morsl oblige-

§£m {and in these days of nigh costs end rising taxes under a very
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strong practical obligstion sa well) to supply esserntisl services to the
tox-paying pubklie at the rminimum coat and with the rmaxirmum effectiveness,
Jo srivetely-owned enterprise is frced with s rreater necesalty for eep-
ing down the costs and for billdins up the efficiency of its mechinory.
| A sound organization, simple, lsboresaving, modern msinefss mtmde, ro-
sponsible central eontrol with resulting coordination of effort, e compe~
tent ond industrious persomel, a wise financlel pollcy, snd on edequate
accounting mnd suditing procedure are equally casential to the success
of o sunlile 2nd oz srlvste Luslncsc. Thls oppllies to avery shnte depﬁﬂ:—l
ment and institution and every state transsction.

Tendency of Governments towerd Self-Uxamimation: In re-

ceni yoors &8 thie coste o sovormient oove moanted apwsid o 18 uhe dee
mand from the mblic for retrenchment to offsot the rising tax ratea has
grow, there 'zssm been more and more interest atown in aprortunities for
econamy through the betterment of sduinistrative organization and methods
of procedure. sorller movements aiming at admisistrative refcrm concerm-
ed themselves more largely with the purifyin:s of peolities and the elimle
nating of dishonesty and the efforts of political reformers were directed
toward ths securingz of a better expresaion of the popular will through
suc.: oliads a3 the shortenin; of the ballot and e rewvidlag of priossy
electicns, Yore recently however the erphoals dms besn directed towerd
the admirnistrative problem, and it hes come to be recognized that the
Modsures that heve the creetest influence on the efficiency of the admine
1stration such, for example, s the fixing of responsibility on the ehief

SXpoutive, sre tho very meesures thnt are desired in the interest of a
better popular control.




The Cost of sovermnent 1in Marvlend: i atudy of the com-

sexrtive sxuonditures of the ~GVOrTTiONts of the warious states as ziven
by the Inited States Iurssu of the Census, discloaes thiat the .stste of
Herylend ranks fifteenth amon? the states in 1ts per capita expenditures.
1t expends 16.89 every yeer for eanch inhelitent as eorpared Lo an Sver-
eges for sll the ststes of ;5.16. It is interesting to ;ote that in the
states having & more centrelized organization then yaryleand the per cep-
4ta cost of zovernment 1s considerably leas. In the case of Illincis and
Hebrasxe, where progrunis Tor sdmiszistreaive sonsolidntion "rve heen of-
fected, the per capita expenditures for 1919 wers (543 snd 4.42 Te-
spectively. The figures for 1020 expenditures in Febraslke vill show a
eonsiderably lower rate. 7The state oF nlitunung, <oichk slso vo ToemmiThe
1y effectlive control over 1ts vericus departments snd institutions, ex-
rended but .3.12 in 1819,

It 13 perticulerly si-nificent thet only four of ite
states in tike Unlon experded “Cre per capita for “enernl overteed admine
{strative expense then did ¥aryland in 1019, The state speat $1,09 per
cepita for overbeed ams compered with an aversge of 50¢ for all the
states. yermont, code lsla=d, [rizoma, and Nevada are the only states
in wiich toc ovorhead sdrministrative sxpense exceeded that of Yerylend,
In these states local factors raiing for partiocularly large expenditures
on this score rmst bte considersd end trey eannoct preoperly be compnred to
Marylend., In the State of Illinois, where centralized control over the
exscutive departments hed been in effect for trree yeers, the cost in
19019 wes only 45¢ per caplita. In basin: conclusions upon these Tl-ures

.Gue gonsidersticn should be ziven to possible differences 1In the ac-




eounting basis and the nllocetion of departmental costs.

“hother these statistiocs correctly represent the relative

| efficiency of taryland's expenditures or not, it wlll be conceded that

pothing should be left undone to bring the unit costs of the state's amc-

tivities dowm Lo the lowest fimure consistent with a nish standard of
service. It 13 the purposs of tuls resort to indleate some ways in w.ich

thie cen be done.

Pindings of the Surveyt

The findings end conclusions of the survey ol existing
conditions and practices and the recoamendatiaqg offered as o result of
e considerstion of the problena involved ere surmsrized in the following
peges of this part of the report and are set forth and discussed in con~
glderedle detail in later ports.

The first and undoubtedly the moat important conclusicn
i{s that the general sdministrative structure or sie Bbuug Jovedwicnb is
badly in need of a corprehensive revision -~ e Eeorganizntion thet will
set up & limited nnmber of major departmentis glong funetionel lines and
that will establish the foundation for central ezscutive control, for
the elimination of confliet and duplication, and for the coordinsting of
state nctivities.

The secorxd ccnclusion closely related to tris is that the
orgunizetion of the finareial sork ond the division of reaponaibility
and anthbritg as to the fiscal, sccounting, &nd euditinz functiona in-

volved a2re¢ at the present time very unscientificaelly laid out, largely

&ae to constitutionsl provisicms which ere surpriaingly confused end 1l-
1‘81603..




In sddition to the findings on these two Sindnmental mb-
Jeots there are @ number of pollcy metters havins to do witlh the best
method O applying the rescurces available for the purposes to the educa=
tionol, welfare, and health work of the state thet are referred to in
this swamary. They cere closely interwoven with the admin}strative prob-
ler,

The muny metters relating to the latersal cperaiions of
the various units in the state organization that apre deservingz of corment
ere brousht cut in Part IV in connection with the eriticnl discuazion of
the varlous state sgencies conicined in those pages. It has not been
possible to deal with them adeguately in eny genersl statement slthough

they =ore commonted on in lataw sazes of +this pexd,

| The departmental survey hes slso brought out the desirabile
ity of making better provision for the offices of state departments lo-
eated in Zeltinmore City.

Generel idministretive Orgenizetion and Comtrol:

Fresent OUrganizetion too Complex: The organizstion of

the stete is made up of eighty-five more ar leaa independent deperteat,

officea, boards, snd cormissions (see Table & of 2Part II for complete
list). Except for the comstitutional offices, taese verious sgencies

have been crected from time to time by the Gemersl isserbly vwithout any
8Pbarent policy op sehese o1 er az to thelr form, thelr place 1n the TOT1e
) organtzation, their relationships to existing units, or the rethod
of supervision. There ere ez-officio boards, boards of paid comdesion-
M8, boards whose members serve without pay, sinnle eormissiconers, inde-

pondent sxecutive heads, and executive neads operating under a vacue die




rection of speolsl supervigory bodies. The orgenization of the atete ~ov~
ormaient is too com.lex. There are too many units. Thore ias =no srouping
of state ajgoncles according to sizilarity of functicns; there ia ~o SO0

| quate provision for affiliatin- the ninor units .:1e. the prinelpel exscu-
tive officers of the state; there is no uniormity in the scheme of ope

¢

ganlzation of the vynrious orencles,

Centrel fixecutive Control Imrnoaitle “rder Twistloc Jomdie

? tions: It 1s the usual opinion of the puslic that the Tovertor is row-
i asonaible for the efficiency or ineffielency, success or failure, of the
| S o O R, SN S S PR ceava walae Lo eidef erecutive
officer should be held responsible for these things and that he should
make or mar his record by the results he secomplishes, 11 e slgrme

§ tares of this fixins of responsibility are loust, rowewsry, 1n 1 ackene of
| administrative orgonization that mages it impossibls for tho Jovermor to
meterially influence the routine operztions of the stote departments in
the service they sive to tio publie or in the costs they fneur, It 1s
8l18¢ decidedly unfaiyr. Ravertheless t:is is the condition in Hiarvland,
The large number of sgencies slone mekes it physieslly impossidle for a

saingle individual to give them adequate supervision. If the ctlef execu-

tive could free himself for one day each week from iils many routine offi-
elnl Zuties us “overnor tu o Into the affsirs of 30me one agency of the
state, 1t would tale nin over & yoor and a half to Zet through the come
Plete 143t., Thers ere Very neerly 400 members of stute boards and come
missions ahd department hesds, snd 1f the Governmor rare to devote one
bour eacn workin: day for individual conferences with them in turnm he
OM1d only mset ench man once every yeer and a half. This munber does
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not include members of the lsgislative branch or county or clity officials.
There are other factors sside from the mumber oF uxils =nd fadi7idunls €0
| deal with that malie adequate control by the chlef exmecutive Limosalble,
| overlappins terms sre provided 5y law Dor menbera of coriain Losrds and
gorzrissions which 1&xmit the enpointive sowsr of the Sovertor, =nd in othe-
ar coses the statutes mele no provision whmiscever for supervision or
eontrel by the Governor.

There ¢an be no doubt that where responsidbility for the

direction o the state’s affzirs is ihus ssatiered oy She vory nechinery

e e

of the law anong nndreds of individual ofliecers inefficliency and.inﬁif—
ference ann the part of subérdinate officia;s snd employes ls bound to ape
pear. The precticsl isolstion of weny of the state offices and depart-
ments and the lack of persconal, interested, first-hend supervision on
the part of any of the hizher executives of the stnte memns thal sarmest
effort snd comsndable initiative sre likely to o without recognition
and that indifference and incorpetency sre likely to go urmoticed, In
fact, it 18 epparent that conditiona rust beceme strilkingly bed before
they will get to the eers of the Governcy, and that even then he mey be
helpless o remedy them. The lack of s basiaz for unified control and
directiocn also meens that the varicus atate depertmenta hove no official
moans of keeping in touch wiih one another, sand that there 13 no indi=-
Vidual or sgency responsibles for bringins fo any one 9F tlwr sho Denelit
of the other's experience., There 1s no coordinating influence sud no
Sloaring house for the rromlgntieon of state policy or the standardiza-
tion of departrentel practice. The 2iffieulties o7 sipervialon ond con-

W0l are further azgrevated becsuse of the physionl locaticn of the state




offices, some 2t Armepolis snd others at Baltimore, not to swesl of +he

outlying loceations of the variouns inatitutions. arthertore, ¥ithin the
city of Baltimore itseelf over thirty agencies nre now locoted on thirty

| separnte {loors in sixteen diffearent tuildings.

Comriission Type of Orcenization Considered Undesirenle:

The rost cormon type of sdministiative orgonisation for gke arencies of
tre Stote of Yearyismmad is the camission type. It s fenerslly conceded
that this is not &n effective plan for zetting results from a “usiness
.é stendpoint. Commissions or soarda g8 zdvisory or controllins Sodies

| veve marked sdventages and malke it possible to ~ive representaiion %o
many points of view. They rake for delibsretion and they are lixely to
offset thce terdencT towsrds miyenuereey. Bt thege warr Tintues Yoaomn
sericus defeots when conaidered from the standpoint of executive control
where definiteness of responsidilisy ond quickness of action arve reanired
for affective direction rather than interchense of opinion. The fact
that certein doerds and commissions thst are able to wort §n hermony or
that cre duanminsted by some strong amd sctive personelity have boen shla
to accomplish satisfactory results cannot offset the couclusiocns of ex=
perience in meny jurisdictions over a lonz poriod of tire. = Done
Darand, former Tirector of the Census, in = diseussion of this problenm
s surmarized the indictment neninat boords snd coammissions es follows:

“losrds hmws w0 21ltce 4n tho sdsdnlstiesion o LT e
rent or the exsoution of the law. The board system tends to de-
lay, to diesipate responsi>ility, to inefficiency 7cnerelly,

You cannot put your finger on the man who is to blame 1f ANy
e tulng zoes wrong. osevercl or sy minds for counsel; cone mind
T action - thet is e srinciple lons ago exunciated but strenge~
1y departed from.”




a4y of Tenlgrine PnmbeTine Tcemmtives Oriticized: At

+he present time many of the astate officials devote only & part of their
time to troir official dutios. T:is prectiee has grown up very naturelly
pecouse o the constitutional or stetutory restricticns on the salaries
ahich mey be peid to them. 4t one time theso ssleries ray have been ade-
quate for full-time service, but under preaent dny conditions they ore
not sufficient to warrent the expectation that those receivinz then will
be able to cut themselves off from ell other sctivities. Furthorrore,
slecuive oftizas owe wicn leoked upom n3 321D clItlonl omd moh oo of
an edministretive chareeters Althoush the state has throuzh t-is prac-
tice in rony instances obtained the services of ‘men of hisgh qualifiece-
tions v abiiloy, wods condlilon CalloU La oL OTIXLLC coog o in the
long i result in seonory of sdministretion. The old sfare tint "mo man
oer successfully serve two ~msters" is particularly appliceble when one
of the two positions held requires the constant exerclse of supervision.
For purposes of illustraticn teke z position such as that of the Insure
ance Cormissicner who hes not been expected to devote —ore then e part of
his time to the work of the Insurance Department snd who has been com=-

pelled to leown €% Aetnils of sdmdnistration to the Deouty Corvissioner.
elthonr o omsd teld tomoriont cnttars of s0lley In tie ot Rernda, Tha
Deputy Comnissioner cannot feel fully responsible for comditions in s de~
PAFtment 1¢ he s ~o% the hend of the depeartment, snd on the other harmd
Mtlers leianding immedisie cotentlon .o Lovslving suectlinag o7 soliey
e likely to be sericusly deleyed in the sbscnce of the legnl hend of
the organization. It cannot be painseid that it mould be much better to

ofd the salary of the Deputy Cormissioner $o that of the Insurence Com-




t ~4anioner and expect fulletims serviceo, or to ~ive tha “amtv Normig-ione
or full cherree Talte snother inctance; Joth the 3tate cmtroller and
? the Chief Clerk of his office 2re prrtetime officlsla. It so happens
that the present Comptroller devotes much more time to the cffairs of
the stete than 1is ordinarily expaected of an elective cff%cial. The Chiaf
o Clerk devotes about half of his time althoug: he 18 peid a selary of
| 13,000 per jeirs Jurely the full time of ome men adequately pnid would
< | bring better results dollar for dollar than the pert-time service of two
mon inndequately compenmsated. Another instance; the insdequate sslery
4 authorized for the itate .uditor has created s sltucticn vhereby he is
31 forcoed to handle his offieisl cuditing as more or less of e side line to
ris zrivate Tuslinasses Thias suarely i E'E.Ot a Jealrnilo aintg o aff~ivg,
The argument cormmonly advanced, rowever, when such conditions are referred
-8B to 1s thet even if & higher salary were appropristed the stotec hes no age
_ || surence of getting more serviee and would only be sure of spending more
@ | money. In tris, of course, lies the crux of the whole difficulty. ide~
quate corpensation, & competent personnel, end thoroushe-0ins super-
1. }| vision must go together. The second carnnot be secured witrout the first,
end without effective supervision the state comnot 6t the bernefit of
the compensation paid.

sdoption of vumprehensive reorganization frocpen Unly Ade-
fuate Solution: The conclusion to be drawn from the findings set forth
in the precedin; peges sa to shortcomings in the existinz adrwintatretive

organization is obvicusly that reormanizstion 1s essentiel, rnd consider-

ing the character of the defscts pointed out, 1t will be equally epparent

that o closely-imit, logleal, effective organization in accord with the




fundarentel principles of jood mannrcement, cennot be developed by tinkere
ing. A DBJOr operation 13 necessery and a fundamental reconstructiom
send realignment of the zoverrmental machinery 1s required. The Govermor,
if he is to be held responsible for the effective adrinistration of the
stete's executive effairs, muat be viven genuine authority fNilly corten=
surete with his responsidility. In other words, it is tb; coneluaion
spowins out of 2 eoref™il arclals not omly ot Tzl Zronlolr of
stete sdminlstration tut of the mimerous ninor problems of intre-depart-
mental end inter-depertrental orgenization end procedure that the reneral
level of efliclency on wilch the state 1s novw operciing eauinot e naterw
fally raised except throuzh a reorganizatiocn orf -its sdininistretive machine
ery. 2 3l-n Tor such pecroanizstion 13 Srososed cnd D01y 2issuzzed omd
the foragoin~ findinss ~nd srcuments 2re —ore eampletely zet Sorth in
Part II of this report. The essence of the Plon is thet functions angd
activities of the commonwoalih should be grouped eccording to their ne-
tural relatlonahips into eleven major divisioms; that 2 single reapons-
1dle director zppointed by and remocvable 0y the Covernor should be plage
o4 at the hond of each of these eleoven groups or departments; that these
hoeds, who would form the Severzor's cabinet snd act ss his lisutenants,
should give close and contimious supervision to the affairs of their re-
- Spactive departments and bring up to him only those larger questions of
POley upon which his sdministretion sust stand. These fundamensel changes
- 0Bl those proposed for the reorganization of the financilal office zll in-
Volve constitutional chances as well as statutory smendrents.

Discussion of the fropesal) for idministretive Consolida~

w!&ﬁ&‘ There should be no opposition from those wio have the best inter-




| asts of the siale at heart o oxy ammms X moanl for reorceanizsticn snd
adriztlstimrive consolidstion simin~ a% the necorplishmont of the pax-
poses thatl nove BDeen sel fgrth ghove ond for the roredying of the recop-
nized defects in the exiating siructure. But there may be, aa there

pave becn in other jurisdictions, criticlsms, not sincers, anc coring
gyrom persons inlluenced largely by self-interest. II there ore lewer
official places srovided in the scierme af orgenization there will be few-
or sppointments nmede end this #ill naturally not be s sctisfactory nro-
anoat Tns fsaa o loclk ironm zrncintTents 4o muhliz nlaces larcely cs m
mesns of building up party mechines, There mey alsc be same oppoaition
of a more hongst kind from men of the conservative type, communly refer-
red to as “stand-patters”, who sttach a peculisr sacredness to ostoblishe
ed politicai instituticns. ihe zlads ol suclh gersons sre lmbued w13l

the beliesl Llos the forms of sovermment provided by lsw meny rears ago
ecnstituted discoveries {n polities) science thet eannot be irproved up~
on snd that becnuse they seemed auitable in the past they are zood encugh
for the present. Theso individuals st be saled o 2prreciate the funde

in the volure and scope of ~overnmexntzl sctivities in the pest fifty
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ol machinery to meet the new situation that hes arisen. There nay nlso
be 3omo lonect ov.oslilon o the proposal thet monczement of lerce divi-
_um of the stste govemnt be entrusted to directors zgpointed by the
Ooveraor cn the ~round thet to18 would throw the encire executive —oe

Shinery into rpolitics. The best answer to this ias that the present cone

Plioated ond docentrelized nlcn 0f government mekes it extremely easy




for persons who are interested in solitiesl mmetiantiiona o rain thelr
ends with 1itsle feer of diacloaure. They esn oporete with eorprratlve
gafety under ths protactive coverinr of sn involved snd complex ororni-
gation and the orineipel executlves on their part could plead, with per—
fect truth, their helpleasness a3 the excuse for what may be their inefl-
pleioney. Iy definitely centraliuling control under the Zovermor no such
plee can bhe substantiated snd the responsinility for resulis - tood or
pad ~ can be placed upon him nnd his departrmental directors.

I% should of course be understood that opinions may lepit-
imately differ as to the exsct number of departments and agencies to he

established and it is not claimed that twelve dex;artmnts or ten departe
| ments would not do as well ss sleven, or that the proposed asrrancement
sould not be altered or wmodified witiomt sffecting its successful opera-
tion.

Surveys in Other Jurisiictions: In response to the ~row-
ing populsr derend for administrative simplification and s mors effectusl

eontrol over expenditures, many stntea of the Union have, curing the past
tan yesrs, undertaken investipntions With these emds 1n view, Such in-
Quiries received a consideranble impetus “rom the investisation of the Ped-
arel Joverament conducted Oy the cormcdlacion on ae0neny aik LJalcicacy ape
pointed by Fresident Taft in 1810. swmonz the atates that have talren up
the problem are ilsconsin, 191ll; New Jersey, 19123 Laasssclmsctits, 18912
%k 1918; Wew York, 1913, 1515, and 1919; Iowa, Illincis, emmsylvenis,
@4 Ximnesocte, 1013; Commecticut, alabama, Colorsdo, snd Feness, 19153
Virginia, 1916; Cregon and ‘est Virzinis, 1917; Celifornis end Delsware,

| 3938} Xebruaia, 19183 south Carolins and Ohlo, 1920; snd ¥issourd, 1921.




he Doniinion of Caneda is a2t the precent time ongsced 1n 8 corpreronsive
reorpgeniz-ticr.

in relatively few Ilnstancea (in somo cocaes the investizee-
tions amounted to little rore than a2 series of puslic resrings on the
part of & leglslative committee) was the inguiry iroad m?{i inclusive e-
nough to lsy the foundation for = comprehensive rehabdilitation of the
machinery of state govermucut. A number of the investigations concerned
thermselves only with speclal pheses of the sdministrotive problen, such
os torntion, the “udred, ncocuntin- nrocedure, or the enforsement of sube
1i¢ health lawa. In Illinois, Jebrasia, Ideno, #dsssaclhusetta, sinnesota,
ohtio, and Soutn Cerolins, howover, the studles of the ntat;z sovernments
vore Jdetalled savugh oo permidd Sho Jemmilatlin of 2 Miadawonial plos o
reorgunizaclone 13 cie Jirgt four siatea montloned, Locislallye caoache
ments have put the plans recormended ino operation.

The reports and recormendations medoe 2s & result of recent
investigations of state govermments, in so far ss they heve been concern-
od with sdministretive reorganiszation, invariably confirmed the need for
ooordinating the work of offices and boarda wiich under the old prectice
&re independent or serde~independent. All asres that where related funce
tions ~nd netirities ~mo —ot TronTed t&‘-:ét‘:‘.er, farlinatlon, 2501203, od |
Wasto are unavoidable. ith few exceptions they recounize the necessity
for making the public service —ore responsive to sublic opinion, throush
Qefinite executive leadership that can Interpret the publiec will snd at
W8 samo tims 1s fully mccountadle to the peoples They urdng out that
the state organization sbould teke a form wiich ia edapted tu getting

$bings done, should render the servies denmaded by the public, snd should




oonformt to the best atanderds of pidvate Lislness. ilere 13 some 21ffepe
ence of opinion displayed with respect to the place and power of the Soye
ernor, tut with very few execevtions these reports demanded thet he be
made & chioi‘ executive in tliec full sense of the word., I tre ongt the
governor's office has been largely e politicel one, >ut it is sow progos-
ed that it shall become one of sdministretive importance as well.
Illinois, Reobrasis, snd Ideho, amons those states whose
plans were enacted to low, 1llustrate most fully the demcnd that the ade
rinistrotion st be orzanized around 2 resyensidle cooeus ive. Zeeh of
these states hos divided its executive brench into a few departments
which sre under the control of aingle heads sppointed by the Covernor
and responslible Lo hdm.  ecouse of comstitutional restrictions the con=
stitutlonal ¢l7ices rave 2o <he tire seing been cxeluded “rom tliese cone

solidation srozrams.

| Zindings as to Finsneisl end Accounting Organizatiom and Control:
k The finencial organization of the state ns provided “w the

tonstitutionnl statutes 4= rot such es to moke posaible a plan of central
finsneial direction or s modern a?atem of acecunting and auditingz con~
1 Wel. 1Ihe canfusion of jurisdiction as between the Treasurer and the

ey R

Gomptroller, the averlapping of responsibility between tho Comptrollepy

| ‘hﬁ tkhe suditor, the fallure to slve the Govermor, &8 chief executive,
tht Bachinery rfor the formlating end directing of the finaneial policies

OF tha atate, the absence of any recognition of finencial maneazemsnt ss
ik integral part or general exocutive manegement - all moke a fundamental
; mﬂi!ltion mpem*ive 1f the fiscal affsirs of Harylond sre to be

_“unhtom in accordence with modern soverrmental practice snd -ocod
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pusiness poiicy. The whcle problem le trorcuthly discussed In Ceapt TTY

of tris report. The 2irdinsgs =nd sustesticons there sst forth may De
briefly swmarized as follows:

Under the present system by w-ich public moneys collected

are in msny instences held out and disbursed by the departments, the cer-
tral finsncial suthorities, or "treasury offictals”, are in no position
i to exercise the proper control of tho financlel affsirs of the 3tate. :ll

t mhide =oners atonld be irrmediatelr tumed over end accounted for to the

treagury and dishursaments in all but a few excepticnsl enases should be
‘ made by the tressury on the presentation of approved clalnma.

The bocka of the central finnnctai office should be desizn-
% ed toc malke awvnilahle current informmtion {(a) with rezsrd ¢o the relation
between eppropristions and cantingent oblisatioms on the one hend, and
svallztle resources on the other, (b) with resard to the assets snd lie-

bilities of the stete and the net debt, end (¢) with regord to expendi-

tures and revenues charveahble to coperation ns contrested with dishurse-
mants ond receipts snd the difference between these - in other words,with
§ Teperd to the increase or decrease in the net debit during eny period. The
: record-keepinz methoda themselves should also be modernized to meke pos-
8ible the efficient hendling of s larger volume of transections.

2y the sdopiion of a policy of irmediate trensmittal of

atate moneys to the central tressury the present ilnsdequats system of
after-the-foct sudit should de supplanted by a busines:-like pre-auditing

7’rooodure edministered by & eentral auditing office, namely, the Comptrol-
b der's offsce,

Ry

In commection with these zeneral reforms, the method of
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lbﬁﬂdlinL collections, the method of recordin: and controlling state prop-
tartv- tks placing of responaidility for the cuthorizing of expenditures
iand for the approval of claims, and the perfection 22 3h¢ systen 0f oxe
penditure and cost accountinz cnd reporting should recelve fuil consider-
ation. .

The estimating snd budoet srocedure should also be revised
and perfected with particular reference tc its placse in the scheme of
central finansial comtrel. 3Speclal comsiderstion should be slven to the
veviewin~ ~nd 2nelrzins of estimntes in the conbdrel Snazmelal ofPlce of
-‘ the ad-dxnistratlon and in conslideriny; sppropriations in the lizht of nce-
| tusl oxpenditures in the precedins jeriod, unit coastas, and results accom-

pliaicd.

To make possible the adoption of these proposals for the
better handling of the finaneial affairs of the atate a plan of organize-
tion i3 proposed thet will provide for e Department of Finance, under a
| Pdrector of Finance, as one of the principal departments in the adminis—
f tretive organization, The Direetor of Finance should be & member of the
! Ooverncr's cabinet and be his edvisor snd assfutent on all metters boving

| %&pdo'vith the preparstion of estimntes, the control of expenditures,ond

the edmintstrotion of dopr trentnl ond cenersl accolnting systecse s
iegno of his duties the Director of Pinance should =slso act as treasurer,
Fesponsibilities of s treesurer as 2 more custoilan of moneys being
tively unimportent in the modern scheme of financial orga-ization
”j1 ‘7 81) the receipts and disburserents are subject to perfact control
4> Bh the eocounting records and the cperatimms of an Independent awi-
Bg office,

The second essential zlement in the proposed screre of
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financiol orgarnization should de a Comptrolle ris Cffice, under a itnte

comptrollers slected oy <he ~s2ambly sond standing idway helucen tho leo=-
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4slative and executive bysnch. The Comptroller should be ressonsible
for the approval of 211 receipts and disbursements and for the carrying
out of tre ter=s . of the Apcropriation fet ond tho othor rules snd refu-
jations of the atate with respect to the exponditure of public moneys.
obviously ths State Comptroller's Uffice would ebsorh the present State
Auditor's Office.

It 1s su-geated that an sdvisory body might well be estabe
14shed to esct in n counselling capacity to the Fin&ncial officers of the
stete, to be termed the Treasury Council. The Council should represent
the administrntion snd the Jeneral Assembly. It misht well comprise the
Sovernor with two votes, the Director of Pinence with one vote, the State
Comptroller with one vote, c=nd the chonirmen of the appropriatiom cormitt-

k: tees in the Ioune end Senate as the other two mombers,

There are certain metters of fiscal policy w- ich are of
sonsidercble importance from the standpoint of aconomy, té which especisal
attention should be osllied. 7ith resard to borrowing, it 1s susTested
% that the practice of issuing bdnda to meet expeaditures for relatively
i, A small —uhl%e woi'szs he discontinued. Txceot for some difffeulties In cocaiae
: “10! from the o0ld plsn to o pruposed pelicy there is no reason why the

& 8tate should nor plum to finence these expenditures out of revenues fronm

T to yeor and save the intercst involved. 4 further saving of inter-
#8% eculd be brought sbout if all state funds were turned over to the
State Treasury irmedintely and kept there, thus concentrating evailable
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The varloua departmente, institutions, sznd offices of the
gtete considered separately are resorted upon with respect Lo thelr own
joosl prodblems in fert IV of this report. It is difficult to swwerize
the findings cor to generalize #ith regard o the cconory of depertental
methiods or the efflclency of departmental employesa. There is ruch vari-
ation. It ean be aaid, however, thet the average standard of eilTicieney
{n %the deparirents end offlces of the State of ¥aryland 13 scmewhat tiche
er than %2 ordinerily found tr +re vuhlic seryise and that trere are nrac-
tieslly n¢ conditions that cen be characterized ss bsd. In sc far as 1t
is possible, the following peregrephs will set forth generally the nature
of coneclusions that can be drawn from the departnental surveys with re-
gard to such matters as internal organizetion structure, office methods,
equipment, personnel, end enployment conditions.

Home of the depertments of the state sre very large end
the queaticn of detersining th “ast type of intermal organlzatlion os
not sppavently been given ruch serious consideration. 1In those offices
that have grown repidly and are now handling e considerable volume of
work and 21isc in most of the institutions there ia coasiderable need for
tvo trgrovement tod perilenlorly thwe 2lartfving 27 =ho 2lan of organize~
tion, the delegation of euthority, snd the fixing of responsibility,with
particnl-r emnhasis on tre sroper sennrmtion of exeentive and moutine
functions. This cenersl reed is exemplifled in the 3tate loerd of Labor
and Statistics, and in the Jepartrent of licalth (where sll of the statis-

Mh

tical work misht be merged in e single bureau) and in the ubllec Jervice

| Commission nlthough marked improverents have recently been nade in the
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tetter. In the enre of the Institutions 4% o memenall— drg. o0 o g
medical worl, the domestle metivitles, end metiers relotin- to irnduaipie
el nd voeabtlonpl orployment nothoda zhould each be definitely plsced un-
der the superviaion of s aingle individusel.

There 1s 1itile uniformity in depertrmentsl ?rfice #etho&s'
It would, of course, be strarge 1 under the deceniralized schern of
state orpanization arythins 1like standerdization should Tevs beon nrouacht
out. As is common in zoverament depertments, eapecielly in =ome of the
older ones, the {iling and record-kespine procedure is ot Aest-ned in
the interesta of efficlent operation. Ths Stote Tobseco Jurshouse 1s a
esse i point where the office syatem and equipment cculd e modermized.
In & opuxber of thé offices there are also opportunities fop atendardizing
the varicus forms in use axd for mot - savinss o Jratliinesy . Jere
1s no uniform policy as to the records themselves. In the ¥aryland
Treining School for Joys m compretensive system of files showing the ime
portant faets concernin: the edmission, conduct, and Aismissal of the
boys iz =aintsined, while et the :osevood State iraining Sehool for Taeble
¥inded no records wortlhy of the name are Lept.
e The scettered location of the stete of Clces in Trltimowe
& the aiffioculty the public has in getting in touch with those ezencies
Who maintain no offiees st all ere factors that operats to the detpiment
®f public convenience and of publie husiness. This eoniition 12 describe
o4 and the problem is discussed in some detail in part v of this rerort

B4 there elao eertain conditions releted to the generel question 0f of-

f4ee space are deseribed thet should ve referred to in this SWTWIY .
™ese sre the opportunities of bringing about a well-worti-while total
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saving in office space through the a-gregate of a rumber of minor vCcono-

goe rocms thel 2re saldom uszed, the merzing of sialil prilvate Tlices into
jercer rooms, and the tronafer of 0ld Tiles and recoirds in ordesr t0 re-
jease vnlasble working spnceé. + rng been susrested thet about 5,000
square feet of offiee spece could de relesased turouszn these weasures, at
the expiretion of the osresent leeses, or converted to othey uses, The
soncentration of the variocus state offices in the City of Zaltimore into

one muilding would unquestionably ald materially in the effsctlve opera-

| tiom and direcilon of the work of these offices, snd aeriocus considera-

tion is invited to the proposal that the state provide its om cffice
building in Baltimore City. .

¥ost of the depertments, partiocularly thoae =wost recently
establizhed, are supplied with equipment whlch ls satisfactory and for the
most pert modern. The medical and leboratory equipment of the various
stote hospitals for the insane 1s also sdequate. On the other hpnd. thare
is rreat need for the purchase of additional equipment in a nunber of the
state institutions if ihey are to keep their work up to tre stendard thet
the ata@c ghould expect of then. £i8 brought ocut in other sectiona of the
1eport there ere mmy Ca&¢a where facilities snd emipment are woefully
inadequate s, for exanple, at the University Hospitel and st the Univer-
aliy departuents iz seltimore, ikw ladusirlal wralalng sehcol for irls,

the rine oiug'? saniterium, sad che <olmai and Induarrial School nesar

Bowio =re also in need of ettention in this Tegard. The latter Institu-

tion has secomplished remarkable results sonsiderinz the inedequacy of

its fncllities, particularly its agrieultural equipment,




The efficiency of state employes varles sonslierably and

is, of couxse, roely desendent on the closeness o7 tie loccl supervie
sion. Two aeriocus shortcomings in ibe enployment ~olicy of the atatle are

Jergely responsible for t:is, and under the merit systom and with the co=-
operation that the 3tate Fripleyment Cormissioner nas a »izht to sxmet
fyrom the Legislature these trinzys should be renedied.

The first shortcaming is the lack of uniformity and eguily
4n the salury scheme. . fou examples cihosen at randcom will Tear out tiis
| eriticiszi. salaries Jor clerks ur Sookiteepers perrorming ek wo.len 1o
nub-tantially sinilar range from 1,100 to 1.aoo Sl jonice waiaries for
the lowest grade of stenogrephers show o range rram 5720 to (1,440 per
yosr. The galary renge for the fully qualified, proswmnbly campetent,

_ stenosrepher throughout the state service is from 800 to 41,500 per

¥ gear. Similar conditions are found in wages pald to skilled lavorers.

] | ¢he salaries peid hospital ationdants range from 360 to 4840 per year

1 inoluding mointenance - & difference of more than 100Z. PFerm managers

{n cherge of farms which require substantlally the sore type of abllity
sz et present paid from B840 to 21,500 per yesr with maintenance. Cheul-

fours receive from J300 with maintenance, vo 1,000 @izoout SEIATENENCE
Some are peid by the month, some by the day, and some oy the hour. srysi-
““glans et different institutions receive widely different rates.

The second defect 1ln employment solicy and cne that is
a"ﬂly in need of attention is the lach of standardization of office

hours. There is substsntial variation in the office hcurs followed in

. the various departrents. Tris is a further striking proof o the need
r ,,y!‘, o standordizotion of administrstive practice that cen cnly e

5

4 ‘@Oueht about throuzh & ¢leser central supervision of departrental sctiv-

fagm




4ties. ingilyy owde into che pracvlee rvlloved with rejarxd to ollVice
nours in 22 0%fices in Saltimore snd “nnanolis drou-ht out that tiwe *ours
of work ordinarily followed by enployes ranced from & hours per day to

10 hours per day. The eversge seems to be about & 1/2 hours. In the
state Insurance Iepa:trment it was acid that the hours ondinarily 2ollow-
od were from 9:30 to 3:30, while the office force o the siata Tobacco
sarehouse works from 7 ... 0 & J.l. Fine of the offices coversd oy
this ingquiry were open from 9 ‘... t0 4 P.0., wnlle oleven were open f{rom
9 AL, to O P.X.

It 1s obvicualy not pmecticable to offer gensral recommen-
dations on departmental methods which must vary sccording to local condie
tions, It 13 cortaln Lowepsr that the feneral progoscl for a bringing to-
mother o the ~dnor units into lar~er der~rtwents and for c2locor cenipal
supervision of the various offices will bring about a much needed stand-
ardisation, raise the least efficient toward the level oI the most effic-
{ent, and procressively elevate the atandard., %With regerd to the ques-~
tion of compensztion end hours 1t is, towever, strongly recormionded that

5 the State Employment Commissioner be given the support and the legisla-

tive authority that may be necessery to enforce a fauir and uniform poliey,
it deing understood here also thet while the nature ¢2 the business of
il %8 Office mey determine the best office hours, these conditions should al-

;00 B8 taken into mccount in arriviny at a fair reslstive besis o compensa-
. Sdom,

- Smment on Certain Policy .uestions Underlying idministrative 2roblems:

The study reported upon in these pares was intended primsr-

_‘x' %o bring out weys and means of securing a better return from present

¥,
g g




© expcriditure t routh twra clficient orzanization rnd methods. Hoverthn-

s such £ survey necesssrily Srings to 1lizht cortnin questions of state

les

are even more fundamental than “ere details o2 operatine Dro-

policy “rat

' gedure and melhiods. considerations of toth policy ami adrinisirative ef-

l fiefency GI'e 88 2 ~attep of fmct involved in an ap.ralsal of the results

obtalned for sny glven expexditures. If the approprintions sherselves
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are

helpful snd Tost nocessary ~o tihe STate, 1o 1s cleariy Juuile 50 oXpect

to secure recl sconoty by & chanpge 0f methods of administration slone. 1t
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having to do with the largest {tems of state expsnse should properly dbe

added to t.is suATY.
The large pert of the state's revenues 1ia apolied to pudb=-

11¢ education, welfsre, institutions, end healtn protectlon. Theso ser-

vices ore discussed in turn in the following peges.

Certain Pheses of the State's Fducational Policy!
State Ald for Local Education: Amonz all the queations

of policr interwoven with the problem of state adninistretion and econony

the gqueations involved in the relationshis of the state, the puoslic

schools, cnd the institutions of higher education are without docubt among

the most perpiexing and  A12fienlt of solutlon,

Considerthlc aa 1s the two millicns of dollars distributed

every year to the counties and Zsltimore Cliy ror educational urposes,

this amount of state aid is insufficilent to equnlize the opuortunity for

edusaticn to criliren living in the various parts of tic state. Th1s

14 will almost surely have to be increased in order to relp out thre




o countiss and irn order to give ths Tepartrent of duceotion a moTe
erful weapor in dealinzy with thoze counties inclined to be somew-at

piggerdly. Criléren 1livia:r in tho rieher counties or in those ~ore will-
ing to tax trerselves for educational purposes have better f-cllitics
than childiren ®..0, throuszh no fsrlt of tielr owmi, exnsen to live in one
of the poorer counties where the locel taxes even at -icth ;atos and sup-

b

plemented by atate aid do not piovide schools of a hizh type, or in one

of the better countios .rere ths voters do not see fit to tex t'orselves

at as hish & rate as some others.

L )
Teperer Trainin-~: T™e Towson aral Jaeesl srecants o

prodblem almost unigue. Ilere the statc has made a 213 investoont in
grounds, plant, cnd Taculty and is now confronted with the difficulties

-
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eorTion )l Svor Lle acuntit in etting pogpaeilve tenclies, ondl) needsd

for the elementary schools, to take advantage of the Tacllities offered.

The work of securins students is the meat important in connection with

§ this scicol; aowever, there are other problems of n¢ mean maznitude in
eonnection :ith the hwusing of additional atudents, the business mannge-
ment of the school, snd such measures &s the furniahing of meals and
1odging bolowr cost as an inducerent to prospective tocchers to attend
tho sohool.
5% The Frostburgz Hormal Sc¢hool i1s primarily e county norrel

g #8hool and clmost in the ocatezory of a state-aided school. Hrom what

] '*l!brm-tian 18 svoilable, rowever, it would sccr that the state should

’.“h.P spend more money 1n plsnt, faculty, snd increasin; the nttendonce

_""“‘140Pa &8 an alternative, the discontimuing of tre ald now =iven.

00arally normal schools of the size of the Frostburg Normal have not
'd...'.’°‘nd very sucecesaful.




The Hormel and Industrial School at 2oile has accompllshed

i

remarkable results with very limited facilities ond should, it 1s bellev-

ed, recelve considerably increesed aporopriations, particulerly for agri-

cultural instruction.
Another closely related problem is that of the tralning

of nigh scnool teachers. 1ae normal scioola avowedly AvVe Ureiling

elementary school teachers only. The facilities of the Department of =d-

ucation in the University of ¥aryland are at present inadequate. No other
colleze in the state rives a ~reat deal of attention to the training of
high school taachers. The educational world 1s pretty well asrecd thst
merely going through college without professionsl training sives a teasch-
er insufficient equipment for high school teac::in-., If the state educe-
tionsl system is to be well rounded out, the present lack rmst be supplied
in some way, preferably at the State University.

The University of Meryland: The University of Haryland

presents a number of problens of policy in eddition to problems of intern-

al mancgenent. The [iprst consideration ls whether there 1s nsed Zfor such

on odusetlonsl lastisusisa,  Cush mesd dezends primarilT on Thether the

ea de AP BLA e ohea abd e wi e aw $

University would occupy & field of its own or duplicate en existing in-
stitution. If there would b= no such duplication, the question would
éﬁ}lll remain as to whether the atate should build up & higher institu-
44on of learning to meet its needs or whether the result could better be
®6corplished by siviaj state ald o extisting Institutions as a means of
.“°°“flging ther to extend their activities. It appears hizhly desirsble
#00F the state to build up & state university covering many fields of

f%!!’nina but to aevoid unnecessary duplication of the work ol exlsting

X
]
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institucions, particulnrly Joims _opirins University.

e present sclwels a5 Iolitivome and vollege 2% slhould
peturally 22 nned o3 o hagls,  Tith teir prasant f2culties, studernts,
puilcirss, slurmi, and treditions t-ev constitsn<c - olnx T e Y ieh
wonld reqiire vears of time nnd ~illlicna oF MNollemg &0 N3 o

The proper maintenance of a bic state universit; necessar-
11y involves itho expenditure of lorge sums of woney, The Te~entg ne +he
University of '7isconsin at the recant session of *re le7ialzture in that
state, ocked 11,000,000 for the rmaintenance and expansion of the insti-
tions.

It can be stated that in cemeral the Universir of Yarw
lard will require the expenditure of comsiderable woney before it becores
vhat the taxpeyers probably want ard what riachtethinkin~ =eonle will re-
fer to wit!. pride. The houains situation et Collere 2arlk, cor exn=~ple,
18 124425 3lcrt of J-oanurete.  Tho wndversity wcs located in what smounts
to the open country; end living accomodetions for the studemts simnoly
st be furnished. The prezsnt dor—itortes for Men have & populstion
more tran double that for which they7 were dullt, wile the storr with re-
8K to tro Aormitordies for woren 1s elocuentlr told w7 the si-ple state-
Bent thet the fifty-first wormn student had to be turmed ewny becsuse
thete wos no tlace for her. ~ith 5 total enrollment of so—ewtat leas
than 500 at College Park, the present rousing facilities are be ly inade~
Wete eand some of the conditions thnt exist are deslorsble. In order to
ii“ Cetre of the zrowth that mey be expected and to rezlile nore fully
iﬁﬁit. Preaen

t considerable investrent, the state ~a- tardly <o less tran
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spad considerable money ot College Par®s iz prowviding sultatlec living

quarters tor students, facult’, and =i maintocnance force.

The collepes of tix Unlveraity locnted at 2sliirwre -

law, redicirne, Dentistry, and vharmacy - are, with

college o iaw, ia severe finexnclal streita. Trey

*he excestion of the

have been »ractically

tyrying to pey their owmn wey in spite of the demonstrated fact that nonsy

mst de liderslly spent for instructicn in medicine, phsrrmacr, or dentis-

try if the student i3 -0 receive the kind of eduention the world hrs come

to expect in these fields. Leborstories and thelr
dously expensive; librariea that coat conasidere:cle

ami maintenance are regarded as essentials and the

alome 13 1407 fn pac oy A3 Ahp moms ant T eadka -
ents. Tic colleges have stiu-led alon: valiantly

meed and exmmples o individuel and group devotion
be cited at great length.
The problem of instruction seems to

1y well throush the erploynment of a relative amall

equizrment aya treren-
suma foy esic:liskment

coat of 1nstruction

-y
T o

ryin to

end sacrifices

havo been solved fair-

aunber ol full-time

men in sack 2ollemn ~nd of A larmar wwhem o8 nmevheslwme ~-m yhose ecompen-

sation in considerehle part 1a the prostige that comes from teings on the

faoulty, the satiafaction thet eomes from renderin- wortry service in a

8004 osuse, or the oprortunity to keep up with developments in the prow

fession. The bulldings, rovever, sre old, not in very good condition,

a4 st be supplemented by additional apace. Tho

laboretorics and other

quipnont 4o not measure up to modern standards end the recor-ia and cler-

4081 work are inadequately performed by staffs altogether too s—-all. The

!;hrnry i3 hardly worthy of the name., The crying need is for “inancisl




The College of Law {3 somewhat different in 4hat the rev-

emue is more neairiy adequaic -0 Lo nevdae 1h@ quostion sere, uwever,
4s whether tic state is or shoull be satisfled. :we Colloge o3 trodi-

¢ions wilclh are invalunble, the alumi 2unbers rany distinrulaled nen,
end in uiie facalil sre LUW ers el Jorvice us lastimotors could apdly

!

be secured for any reaacnable sun of money. llowever, as classes noet

only in the evening, the collerfe cannct bo conslidered a sianderd law

school.
The University locpital likewiac preacrts a clearly define

ed ecsoe of financinl staryation wore ccoute, 17 meh 2 Toiag 1a s033itie,

than the colleges. The bullding is old and not-well suited to its use

(as & sinrFle exa~nla, the Sire “azards orn a consten® anren o7 Anw-ep
| and worry)s the rovemme 1s adegiate Tor onerating exponges only when the
hospitel runs to full capacity and then not sufficlent to tako care of

adoquate repairs and replacements; the floatins debt 1s consideratle;

the nursin: stafi inadequate; ths facilities for sorvin: food are very

- P P - - nd c- .. -y,
bed) the livin~ ounriars Cor LUC Dursos T2 UnSICaTUlLI) Al Lo woount

‘©f free work necessarily done 1s an unendin- source of sxpense. The Uni-

versity Hospltal seems neccusia., <ai.. o the state's part in civiag free
| medfcal treatment to the poor of the larcest city and es an sdjunct of
~the Collegos of kedicine and Dentistry. liere agmin, howover, the state
W41 aepperently have to spend more money to meke conditions tolarable or
-dlseontinue the liospital.

| | State~ilded Schools: The state haas evbaried uzon a pol-

iey or furnishin: ald to educetionsl institutions, the budget for 1921
_”°'1diné «205,700 for suoc.: purposes and {or 1822, .203,700. In returm
ll'trll of the institutions to which state aigd 13 -Siven are reciired to
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! provide scholarsiips. It 1s impossible to diacover that any scrious study
% bes been mado to detormine whetner the educction~l institutiona receliving
! state nid arc -ivinT the sort of iastmetion ~hich juztifies “he sicte in
‘ peying out its momey in this form or whother indoed there is any excuse
for the existence of some of the sc¢hools. It may well be .that sorme of
these schools nre atterpting in an ineffective fashion to do ithe work done
coampetently by other schools, end that the state is really wsastinz its
money. There is not the sli-~htest question that until it is deimonstrated
that the 510013 recclvin: 3tate ald are nmou dupiieating any exlstiag a-

gengy, that ther are giving instruction of sultalle charaeter, =20 trat

the state receives an sdequate return for the noney provided, the appro-
‘ priations s..ould be withheld.

one Departrient of Hducation: ihat all the acove prodlems

will be denlst with in the »est possinle marer with two separate asencies -
the Departnent of rduecation 2nd the University of laryland - pregenting
their clainms separately is conceivable dut hardly likely, even though the
relations between the two 2re cordisl and harmonious. The problems are
a1l pert of one large problem rather than distinct from esch oiher; snd
the Governor and Legislature will be sided in tielr allotzunt of funds 1f

tw ?\nve A mmenmae maey Tesey wn? e o Y ST N R L LR AL

PRI -~ s e

Qwr than of the Depertment of Education and the University of laryland
8epArate agenclea. . oreover, tic xluco.l.n.l 2 s L0 5o 3iate 13

1ikely to develop rwst retionally snd to zrow inito a well-rounded
ity without 5op8 nere ana over-development thexe AL <ne agency views

verious administrative problems cs part of & unified plan. 7The totel

&ppropristion for educational purposes alrecdy rmounts to same tlre




i million dollars gar yeal, nearly ome=fourth of the exnendisurca
© purposzes. The state rsnka twenty-f1€th in its per carita exserditures
! for educetlicn smon the states. Then additionsl —oney 13 smet 3lde fop

. educationcl exds it ghould de spent not rerely wmhere it will 20 the o33
; good. In otaer words, a well considered and consistent policy should de
adopted with proper erphasis on elementary educstion, tre normal schools,
. sand the unlversity; and due attertion ziven to this pelicy tn malkineg up
the bienniel budzet and in mecting the administrative problems.

.. »~ -~ . . e en ot et o - B
Govermor iz 22 Tiz:cuyl, 1n reconsloc pieta- o

¥ A gamad Lankl :C.-'u.ul-
fazed countrol of educationnl institutions of kis state de ore the Legisla-~
tuie 3aia:

“In the mnnagemsnt of these voricus (educotionsl) in-
stitutions, therc {s too much local pride, too 1ittle gtate Pl
toeo much local interest; too litile attempt to muite them unitas
in s state system. e must see the educationsl systen, a3 &

whole, and as s statewlde intersst, not a disssiccisted lot ct
local interests."

“The Legislature is not at fault. It hes not the rmenns
nor the time to get sdequate informetion. The relative needs,
merite and deserts of the severnl instituticns con cnly be sarved,
and consistontly supplied alonz the lines of a stetewide educa-
tionsl serviee by an executive head of all the instituticns -
sponsidble for them 211, not to the locelity but to the stnte.”

Prodblems and Policies of Institutional Eanagement :

Hext 1n aize to the expenditures of tho state for oducsa-
ticnal Purposes are its anmuel sppropriations for the supsort of eleemosy~
BAry and correctional tastitutions.
8tate's anruc) appropriations 1s reguired for tihis purpose. Marylond

Menks sixtoenth in 1ta por cepita expernditures for charities, hospitals,

ax Corrections, 1.35 beiny expended as comniared to nn avera-e for all
Mtates or §1.28.

Tre states of Massachusetta, Connecticut, snd inmesots




spend the largest sums 2er cenlta on thelr eleswosynary lastitiitions,

The proslen of insurins an efficlent manssetent 2f the in-
stituticma of the state 1s Imsortent zot onlr beeruae ¢l Lz LarTc 20DIO-
pristions in7olvaed, Dut beccuse In tihdia Jield lie pexrirns tie —reatest
opportunities for wnsteful and extravagant use ¢f trese aonropriations,
Hention hes alrendy heen ziede of the absence of uniform standerds <27 Hus-
iness p.ocedire wiongs the institutians. Inesmuach s any neasure of the
efficlency of cxpenditures far ithe pudlic welfare muat involve results
ag woll &a cogta 13 wonld sac 4o he Aagirrihls *a cssmed Tan Eenn na T e
quesiiuas Lol allocy redaliss  orief reference will be maede to the vocas
tianal treining and employment of the wards of the atate, the development
g? institutional farm manaperent, tnd the need for superviasion of statee
saided 1nstitutions,

Beed for Coordinstion and Ixtension of Iastituticnal In-

dustries: The wards of the atates now mumber ahout 7,000 includinz de-
iinquants, the insane and the feesdle rinded, irmates of the tuberculosis
sanatoria, children ia traluing at the 3School for the Teaf, and dlind
persons employed ot the Verizshop Jor the 3lind, Opportunities for regu-
dar employment should be furnisned all thogse whose prysical snd mental
eondition perndis. I2 possible, this employment should meet with four
Fequirements. Pirst, this employment should have eitlwmr o voecaticnnl or
& aurative value. Delinquents, particularly the frrrtes of reform
88boals, shouid return to freedom hetter fitted beenuss of voestionel
training to vecome self-supporting and self-respeecin; merbers of the
S®muinity then shen they left it. Occupational therany is o2 sourse of

@t Importance in comnection vith the innstes of the ingane asylums
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cnd the sehool for the Feeoble uinded. Jecond, it should be profitadle,
st least to the extent tihat 1t contriutes to the usuord oY tlie lnates
or wards yavolved and lesseans to tiat extent tre malniaenance cost Lo Ire
state of 1ts jnatitutions. Thind, 1t should Ye lirected ot the psrodae-
t4on of supplies for the uso or tae 8t2to or of Judlie works in order thet
the state mey not be chargeld w1t apermeting wis oolyatl -rginesa or with
exploitin: 153 woida Tor surscoas of sl ‘e ~eramus,.  FinallT, the ov-
ployment selected should be interesting or mede attractive, otherwise it
can prove reltihes mianagafl, swofitahle, nor sroductive of eny worth-
walle rUsGlESe

Lerge numbers of inmatos of the ?eqitentiary end the licuse
of Correction zre not beins Surnished with adequate opportunities for em-
ployment, particularly during the winter time. 3uch oprortunities nre
also limited at most of the hospitals for thoe 1insane, where the occupa-
tions selected mast necessarily have a curative velue snd where there is
e considerable number of persons {ncapable of ey prcfitable or susta ined
euployment of any «ind. ihare are likewxise nay fechle-minded ehildren
8t the Losewood State Treining School who cannot be expectod to contrid-
ute ruch of anythinc of weluc toward tneiyr suport. An oxtension of vo-
eationsl opportunities is elso hizhly desireble at tho Maryland Tuberou-
losis Senitarium.

In tkhe lisht of the numerous requirencnts of satisfaetory
institutional omploymwrnt, a general reorganizaticn of miam wni along J2c-
tory lines is out of the question. ior can aay single xind of employmont

B expected to meet the locel conditions at each individual institution.

yllch presents its own proplems and spocial mwo<iiflications and adaptations
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. o: any genersl schome st be made. At present, the state has no con-

ustent induasirivl zolicy or zlan. ©The ma-ufacture of cexrtaln o ticlag

{s undertaien under the Jirecticn o she sud rintendenta of the various

C | qnstitutions w0 hnve in mind their om local problems ond rerely consid-

‘ er those of the atats as a whole.

' Iz cornesticn with the maintenance of 1ts wards end othep
opgrations of its business, the state necsssarily requires large quenti-

ties oy varied supplies every year. . iih a definite plsn of distribution

of institutionsal industrisl work there appears to be no gocd recson why

a worth=-while percentaze of these suppllies cannot be produced by the veor-

fous i{nctimtlina o2 o ataces ke needs of tho state must be lined up ,
on one side of the ledger and the requirements and limitations of the vare :

fcus 1nstiiutions on the other, and e definite comprelenalve zlan worked

oute Without cemtralized econtrol of all institutions, such = plan can

cwew e~

baydly be satisfaotorily develoned., In Part II it is therefore proposed
thet all the institutions of the state be groupsd within a proposed Dee
P&m::t of Jelfare, sand that an Industrisl Superviscr be sppointed to
Wve general supervision of all industrial workahops, of azricultural ace-

;" tivities on the farms, rnd of roed work%, mcfiresiztion, and other publie
™rk. done by the state's wards. It is proposed that he bo sszisted by
@ Pam Agent and & Sales Agent. In comnection with his offorts to devel-
4 ‘ Owprohonsive industrial progran, 1t would be & part of the work of
»N dnduatriel Suserior to eliminate the contract labor syasten from the
?Mlt-ontiary and tre House of Correcticn. =Ee should work 1
““W with the Central Purchasing Direau.

n close cooper-

COOI'dination of Institutionsl Porm Esnagerent: The state

f‘"“l t-hirteen forns in comnection with 1ts various institutions. A
o

b.?' .

G
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{
&
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.‘ rarmder of these fa:ma are veing profitably coperated and are onroducines

’ ‘ great quentities o food stuffs for the use o the inatitutions to which

they are attscneds Aside from tho szperimental farms gt the ltete Uni-
yersitss i S8 Pl i wessloald Jor s ingos . eve doustlesds proved
the most successful, Un the other nand, a mumber of the areta fars,
either beocause of inferior soil, unsiccessMl manatenent, 6r inedequate
appropriation for improvement, are not arolucin: the desired results,
The intensive developrient of all famm land owned by the
state is greatly to De dozired because of the ongortunity of treredy ma-

terially reducing the cost of meintaining the thousends of {awrtes nt tho

verious state institutions, In order that tle best rosults mey be ob-

tained the supervision of the various farms should be ext-usted to 2 £

superintendsnt or farm arent, as 13 sa-gested in comnsctlon —i14h tig pyo-

posed crgenization of the Departaent of rfublie ‘elfare. Such an officer
would bdbe able to give wvaluable advice and assistance to the local farm
managers and would be sble to malte arrenzernsnts for an exchenre ¢ pro-
duse smon~ the various Institutions, some of wiien misit be etiaor shle
to produce certain kinds of ecrops than others. He should slso be sble to
%41l upon the ecriculturnl collese et the State University snd obtain ns-
sistance. The president of the University of liarryland has sxpressed hirme
801f as boing anxious to cooperato with the various institutions in this
‘matter, tims affordins the studonts at the colioge e opnesttunity to

S%udy end work cut practlesl far— sroblems. Tre fore ament zeuld ths be

able tc decoms a point of contact between the varicus instititicnal for—s

¥

®nd the college of agriculture.

. P S ik 9 b R Tl 4 R« s L 1 YR B R 8, S e
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Closer 3upcrvisicn cver Jtate-.lded Instituticns Sasential:

™e problem of adequate supervialon over state-aided instltutions, wrich

iR S B ey R
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Eoexd oS- LA LLA Eal Zhusltlen 1a mot of the proncr hoxe 0T orornisa-
gicn Jor Lol supeIvislin, 2o hag 1o tad Yha Toelllilios to onrnelze e
eloso scrutimy requlred. In the pnst 1T hna been all too easy for groups
of entmgiastic and wrlleintentlioned individuels to 70 dbefore the Legisla-
ture 2ad 90taln aprropriationg for steiee~alded inntitutions in w ich they
were interested. 1t 1s probasle thret some of these aprpropristions reve
been sade =T Lhe azpense of atale Ilnstitutlicna. Under the proposed Dee
partrent ol elfeare a policry of more rijorous inspection of stote-nided
insslzuclicrms sicula be lnstizutad in order that there moy be no quesztion
but that agencles recelving such ald s3e conducte& in an efficient amd
businegs-lilke wuy and are entitled tc contimued state support. 4 coopere
ative crrosenent should clso be worled out with cormitteces 0f the wnlti-
rore Chamber of Cormerce and the Herchenta' and Femufacturers! issocia-
tiom, 11 onder thet public and state support may not be extended to those
inscituticns wiich are not properly sndorsed. Hoports furnished to the
proposed lepartweont of .ellere by state-sidod Instituticns si:c:21d be :ore
thoroughly investigated, and a definite standerd practice developed in
cormpili..; the _2forr lon subritted. Thore alould nls0 be = radusl ex-
tenaion o the “"yar ceplta system™ by w. ich lascivutions would receive
stato as-iatence {n tre exnet proportion of the service trer fMrmish Tere
#ON3 T vlcie sagsport Line sitote foelas Lusell sessenslile.  Ie countles

ad the City of imltimore could pertapa be wade to contriute a lorzer

sum for +the alaterance o tisilr residents in attendance upon trose in-
ltitutions;
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mdxtuz'es Sor 2ublie Jealils
Yerylond empends nearly one quartor of a ~3llicn dollars

anmually Sor Fuliic nealill work and ranirz 150 amon- tho staves in ite ex-
penditurcs Jor tads purpose, It ranlzs sixtlr fn $ts per cosita expendi-
gures Jor o 2drgventisn and treaiment of cormmnlezdle dlsesses and fourth
4n 1ts expenditures for othor pudlic health work. It spends nporroxinmate-
ly twice n3 "uex 2er fahabisnnt 1z o 23 2121 1z e cwarmota 3tcte
spends.

the expenditurea of the state are relstivelr »4~her than
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supervislion of local healti condlitions om tie part of desuty state of i~
oors. A recent incresce ia pudlic healtr eporopriatlions hes R130 re-
sulted lrci the Tisht IO thx control of venereel dlseasas. 1l Departe
ment of Lenlt: zs undoubtedly been one of the rost effective and effie-
lently mun. ged departrents QX Tiae 3TaLe ~sovermnent, ond nes achieved

8plendid resultz, I4 1s holiewsd timt 3till sreetor elllclenc, wiil bve

i obtalred vith o 3ctewsat closer supervision cver the deputy heslil of-

floers and a centerin: of adminisiretive responsidility for the work of

the departmenta unon a Director of Eealth instead of the uresen? S
Board of Henlth.




